E - Governance 

A Change Management Tool 



A rtimiaaml 


1 

E-Governance Concepts 

Developments in the information and communication technology (ICT) have been taking place 
at a rapid pace. India with its e-literate resources is fast emerging as a major initiator in e- 
governance adoption. This is despite the challenges arising out of conditions related to 
awareness, literacy, and basic infrastructure, bandwidth issues and multilingual and cultural 
issues. Added to this is the issue of enabling members of the public service make the transition 
from the traditional approaches to a new and evolving environment that is defined by ICT 
development. To keep pace with the surrounding development, governments will need 
mechanisms to respond to these changes. The disciplines of knowledge management and 
change management provide important tools for public administrators. 

With 'e' gaining significance, other core aspects are often neglected. It is necessary to 
always remember that 'e' is only a prefix. Similarly, the terms 'government' and 'governance' 
are also used interchangeably. Though they are related. They are not the same. Further, the 
process of e-governance is just not about digitalizing government information. It is bringing 
about change in the stakeholders in their processes. This is the theme of this book. This chapter 
attempts to clarify some of the basic concepts of e-governance. 


Government vs. governance 


The terms 'government' and 'governance' are currently in widespread use, sometimes 
interchangeably. It is important to develop a distinction between the two. Professor Donald f. 
Kettl's recent book, The Transformation of Governance on the historical analysis of American 
public administration provides some good discussion on government vs. governance: 

— Government is an institutional superstructure that society uses to translate politics into 
policies and legislations. 

— Governance is the outcome of the interaction of government the public service and citizens 
throughout the political process, policy development, program me design and service delivery. 

— Governments are specialized institutions that contribute to governance. Representative 
governments seek and receive citizen support, but they also need the active cooperation of 
their public servants. 

— Governance is the outcome of politics, policies and programmes. 

The institution of government involves a narrower range of considerations than the wider 
functions of governance. The function of governance involves a broader range of considerations 
than the structures of government. Good municipal governance depends on the representative 
quality and efficiency of local government. 

If we look at the above-mentioned characteristics of government, they together convey the 
concept of dominance, orderliness and permanence. This also means that government by 
nature and conservative organizations and slows to adapt to change. 
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Source: Riley Thomas B. (May, 2003), E-government vs. E-governance: Examining the 
differences in a changing public sector climate. 

Governance is the link between government and its broader environment-political, 
administrator and social-and therefore it is more to deal with the functionality or activities 
related to it. Governance is also distinct from government in a way that it concerns long-term 
processes rather than immediate decisions. 

UNDP defines governance as the exercise of economic, political and administrative authority to 
manage a country's affairs. It is understood that for good governance public support is a must 
and good governance has to be, among other things, participatory, transparent and 
accountable to people. 

Governance is the art of public leadership. There are three distinct dimensions of 
governance: 

The form of political regime 

The process by which authority is exercised in the management of a country's economic and 
social resources; and 

The capacity of governments to design, formulate and implement policies and discharge 
functions. 

The criteria that constitute good governance have been drawn from these three dimensions, 
and include: 

Legitimacy of government (degree of 'democratization'); 

Accountability of political and official elements of government (media freedom, transparency of 
decision-making, accountability mechanisms); 

Competence of governments to formulate policies and deliver services; and 

Respect for human rights and rule of law (individual and group rights and security, framework 
for economic and social activity, participation). 

Governance refers to the relationship between civil society and the state, between those who 
rule and those who are ruled, and the government and the governed. It is also understood as 
referring to the manner in which power is exercised in the management of economic and social 
resources for development. 



Better governance is a more difficult task in comparison to better government because, 
in addition to internal management issues, governance also deals with matters related to public 
or customers. 

Application of ICT in government sector 

With increasing awareness about information and communication technology (ICT), 
information systems continue to proliferate all over the world at a breathtaking pace. ICT has 
made a profound impact on our lives and times. The emergence of web-based delivery system 
has increased the relevance of these tools in the collection, collation and sharing of information 
at low cost. Above all, this technology holds out the promise of transforming societies in the 
developing world. For instance, it can help social sectors like education, health, rural 
development and other areas to reach out and deliver the goods and services to distant 
consumers. Hence, it is important to maximize the use of ICT tools and applications for 
successful transformation of government delivery systems with minimized cost and maximized 
speed. 

New information and communication technologies can also make significant contributions 
towards achievements of good governance goals. But, government programmes have a number 
of characteristics that make their information needs different from those of the other corporate 
and business organizations. These include: 

A demand-driven approach, often with limited management capacity. 

A large numbers of program me implementing agencies, often with limited management 
capacity. 

A very large number of beneficiaries, with disbursements and delivery taking place daily. 

A variety of procurement methods, with a preponderance of community-based procurement. 

Operations in different departments require wide range of skills, motivating approaches, service 
providers and contractors. 

Frequent decentralization and centralization of management activities. 

Frequent contracting of important infrastructure activities. 

An anti-poverty agenda requiring the selection and monitoring of specific indicators for 
evaluating impact. 



Multiple stakeholders (citizens, communities, government, political executives, bureaucracy, 
employees, contractors, non-governmental organizations etc.), each with distinct information 
needs. 

Political visibility making transparency and efficiency all the more important. 

Therefore, strategies and implementation task of using ICT in government sector demands 
advanced vision, skills at higher authority level and cooperation from all. 

What is e-governance? 

Imagine a situation where interaction with the government can be done through one counter, 
24 hours a day, seven days a week, without waiting in queues at government offices! This is 
possible if governments are willing to use electronic means such as internet. Each citizen can 
make contract with the government through a website where all forms, laws, news and other 
information will be available many definition exist for e-governance. Before defining e- 
governance, it is important to understand the difference between e-government and e- 
governance (Table 1.2). 
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E-government is the application of ICT to improve the efficiency and accountability of 
government, whereas, e-governance depends on the use of ICT by mobilizing government 
resources, and utilizing the internal information resources by the government employees with 
the help of citizens acceptability to the changes taking place to provide better service to them. 

E-governance can also be defined as the application of electronic means in the: 

— Interaction between government and citizens and government and businesses, and 

— Internal government operations to simplify and improve democratic, government and 
business aspects of the governance. 


In developing countries, governments are beginning to use e-government applications to 
improve their interactions with citizens and businesses and also automate their internal 






operations (Figure 1.1). Common applications of e-government include online delivery of 
government information and services, e-procurement, web-based licensing and registration, 
online taxation and intra-governmental systems etc; the development related to Geographical 
Information Systems (GIS) has expanded the scope further. 


Figure 1.1 

Interations between stakeholders in e-governance 
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The success of e-governance depends on the use of ICT in mobilization of government 
resources with an aim to provide better services to citizens. The secret lies in doing away with 
discretionary powers vested in the hands of a few officials and provide better services to 
citizens. The secret lies in doing away with discretionary powers vested in the hands of few 
officials and provide easy access to all relevant information. 

Objectives of e-governance 

E-governance is a current reality for developing countries and the main objectives of an e- 
governance should be: 

— To provide citizens access to information and knowledge about the political process, 
services and choices available; 

— To make possible the transition from passive information access to active citizens' 
participation by 

*** informing the citizens, 

*** representing the citizens, 

***encouraging the citizens to vote, 

***consulting the citizens, and 


***involving the citizens; and 




— To make the system more efficient, more effective, and improve government process. 


E-governance is much more than just a government website in internet. The distinctions 
between the e-governance objectives can be made in terms of internal and externally focused 
processes: 

— External strategic objectives: To fulfill the people's needs and expectations on front office 
side, by simplifying their interactions with various online services. 

— Internal strategic objectives: to facilitate a speedy, transparent, accountable, efficient and 
effective process for performing government administration activities. Significant cost savings in 
government operations can be the result of this. 

Challenges for e-governance 

Uniformly, all government agencies accept that transparent, speedy and quality delivery 
systems can be built by leveraging ICT. Difference in perception exists on implementation 
processes. Most state governments' feel that outsourcing would be the best method. But, the 
efforts put in during last one decade show that there is a great need to involve all stakeholders. 
Most often, the systems are designs giving more focus to technology than the intricate internal 
process taking place within the department. Transforming these manual processes to system 
processes needs high-level involvement of government employees' right from the initial stage 
itself. These information processes need to be converted to gradual translation of new 
applications. Here, the government employees' involvement starts from system design to 
implementation and operation. 

These change reform processes also warrant training to the citizens. Change in voluntary 
behavior by all the stakeholders needs high-level in-house activities than outsourcing. While it 
is true that high-level stakeholders' participation is essential, it is equally important to 
outsource ICT to implement, operate and maintain the systems. Balancing in-house activities 
and outsourcing technologies need integration right from the beginning as well as from top to 
bottom. The challenges are many, which can be broadly categorized as tactical and strategic. 

Tactical challenges 

In order to avoid failures and achieve success, it is important to motivate all the stakeholders 
and balance the change management process. The whole process has to be tailor-made so that 
it suits the local conditions for easier implementation. Certain issues have to be considered to 
decrease the gap between the designs and actual implementation of the system. These are: 



■ Instead of reinvesting the wheel, examine what has been done in developed countries 
for similar needs. 

■ Sufficient time should be given for needs assessment (feasibility study) what IT 
capabilities to be used for what activity. 

■ There should be a common central database and all information needs of having same 
module should be integrated into a single flexible system. 

■ Within project modularity, certain level of flexibility should be possible. 

■ Base work with all required information should be ready at the time of project 
implementation. 

■ There should not be a lack of continuity from design to implementation to avoid delays. 

■ Regular evaluation (once a year) of the project is must in order to pick-up problems 
early. 


Strategic challenges 

No two governments can work the same way even though they perform largely the same tasks 
and share common problems. Each has its own culture, its own decision-making process, its 
own time frames, goals and objectives. Nevertheless, governments today have to operate at 
many levels from local to global and to do that successfully they must cooperate rather than 
confront each other. Internet technology can also help governments at different levels to get 
over potential antagonism by giving them an effective means to communicate, share data and 
provide integrated services across geographical, jurisdictional and program me boundaries. 

As soon as the standards and policies are agreed upon with technical infrastructure in place, 
connections are set to enable data sharing with other jurisdictions and internet applications are 
developed. Services are ready to roll out on a new government wise portal and then a 
government employee, who is suddenly expected to work with someone from another agency, 
may find it difficult to accept the new working environment. 

Factorial resistance is the greatest obstacle to the integrated online public services. There will 
be employees who resent to intrusion of technology in their daily routine and kneeling to hold 
familiar ways, no matter how well process improves. There are also employees, who have a 
natural tendency to hoard information, leak them and discredit data that others have 
developed. Inadequate and incomplete knowledge and data transfer, not only endangers the 
integrity of the work but also makes it cumbersome to carry forward. This requires a mindset 
change and is essential if bureaucrats are to work for wider government objectives rather than 
narrower departmental ones. Staffs at both the government and personal levels need to be 
convinced that cyber space is more a space to work in the same old way and that "the way we 
have always done it" is no longer always the best way to do it. 



There will be certain changes in the working system after e-governance for which strategies 
have to be thought in advance: 


■ Government communication and transactions with citizens and enterprises over the 
internet: one-stop government, single-window service, seamless government. 

■ Frameworks and guidelines for e-government and e-governance. 

■ Institutional change and it-driven modernization of public governance structures. 

■ Transnational e-government projects and standards. 

■ International and regional projects, case studies and international comparisons. 

■ Strategies, implementation policies and best practices. 

■ Redesigning cooperation within between agencies. 

■ Sustaining business processes, collaborative activities, legal interpretation and 
administrative decision-making in a virtual space. 

■ E-democracy Strategies, citizens' participation in local public affairs. 

■ Legal and organizational provisions, technical instrument, citizens cards, digital 
signatures. 

■ Standards for information interchange and processes, inter-operability and semantic 
standardization. 

■ New organizational arrangements: ad-hoc cooperation and coalition between public 
agencies and public-private partnerships. 

■ Legal frameworks for e-government and e-governance. 

■ Political and societal implications of e-government and e-governance. 


Change management 

The biggest challenge in implementing e-governance solution is not the technology, but the 
employees the awareness of the users. The process to involve the employee's right from the 
design stage to operational stage may be lengthy and cumbersome but essential. 

What is managing change? 

Change management is the plan and implementation of programmes designed to bring about 
managerial and process change, using concepts from commercial marketing. The goal of change 
management is to change behavior, particularly problem behavior. It is basically application of 
concepts and tools from the commercial world to influence the voluntary behavior of 
stakeholders to improve their lives and the society. In case of change in public regime like 
government department, requirements for either continuity or change can be mandated from 



above, but only implemented from below. Change management, therefore, becomes as much a 
question of personnel management as of program me management. 

Hence, accomplishing governmental change management in this new environment will involve 
not only delegation from top executives to local branches and teams, but also within such local 
units from supervisors and team leaders to the member implementing the change. A situation 
is created in which everyone takes ownership of the change process and its consequences and 
when it is actually implemented; organizational units face some real challenges. 

Various aspects of change are often resisted because those involved in are of "two minds" 
regarding the desirability of the new arrangement. Changes have advantages and 
disadvantages, benefits and costs. People may feel that the advantages and benefits are 
desirable but are outweighed by expected disadvantages and costs. This is quite typical, and if 
the prospective change is not to be sabotaged, the people involved must resolve their conflict 
of value regarding the change. These conflicts of value can only be effectively resolved through 
a series of group workshops in which the conflicts of value and their organizational implications 
are: 


■ Publicly acknowledged; 

■ Listed and grouped; 

■ Confronted and discussed; and 

■ Aligned in support of the organizational objectives. 

In other words, before going for change in the existing system, all the stakeholders 
have to be clear about what, why and how are they planning for the change 
management. People have to believe that the change is worthwhile, feasible, 
authorized and adequately resourced. Only when these aspects are aligned and the 
people involved are committed to them, does there exist the social conditions for 
change within the group. In this case, change management is all about how members 
of the public service make the transition from the traditional approaches to the new 
era of management through ICT. 




